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MOTIVATING EMPLOYEES TO OVERCOME MARGINAL AND UNSATISFACTORY
PERFORMANCE:

ACADEMIC PREACHMENTS

AND PRACTICAL CONSIDERATIONS
by
William P. Baker
August, 1972
Research related to five theories of motivation is
examined in a search for solutions to managing marginal or
unsatisfactory employees.

The study reconciles practical

truth and theory, and suggests ways by which the manager
can cope with the problem of marginal performance.
"Maintenance-Motivation" theory and "Psychological Advantage"
theory when coupled with the "Systems Management" approach
merit consideration when dealing with employee motivation.

CHAPTER I
THE PROBLEM AND DEFINITION OF TERMS
I.

INTRODUCTION

A review of literature in the field of management
will disclose that there is an almost infinite variety of
discussion, advice, and research available to the manager
on how he might improve managerial skills and ability.
Most of these books and articles tell the manager how not
to go wrong.

Any number of theoretical writers have

published voluminous reports on how the manager might
achieve not only the best performance possible for himself,
but also how he can elicit the best performance possible
from his subordinates.

Many other more practical and

realistic writers have seen a need to keep these theoreticians
honest and have challenged the practicalities of the
theoretical statements made by the philosophers, being
careful to pinpoint the fact that what seems to be theoretically true may not be practically true.

II.

THE PROBLEM

Statement of the Problem
Many managers do not know what can be done when an
1

2

employee's performance is not what it should be.

I submit

as realistic the fact that in most businesses today not all
people -- managers or employees -- work up to the limits of
their capacities.

The fact is that some employees fail to

perform satisfactorily and meet the requirements and desires
of the employer, even when the supervisor is familiar with
and attempting to apply good managerial theory.

In short,

some employees are what we consider either marginal or
unsatisfactory performers, in spite of the efforts made by
their supervisors.

The problem then is to help the manager

when he needs to know what to do.

The need is for solutions,

prognoses, and suggestions to inform managers how to
effectively cope with and improve subordinates' poor,
slovenly, or otherwise unacceptable performance.
Importance of the Study
The material contained in this paper is of importance
to the manager because it concerns itself primarily with the
marginal and/or unsatisfactory employee, while literature on
the general subject of management seems to concern itself with
the question of how the manager can elicit optimal performance
from all employees.

Such literature, particularly when written

by theoreticians, implies that it is impossible for a manager
using theoreticians' techniques to have a poor performer on
his payroll.

Such formulas as Systems 4 and Theory Y (the

labels applied to the more sophisticated arguments for
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"softer-line" management) are generally stated as a panacea
for good managerial style and technique.

Similarly, System 1

and Theory X (the hard-nose approaches) are held up as
examples of poor managerial styles or techniques; techniques
which do not elicit the kind of success and productivity
upon the part of subordinates that is desired.
This thesis attempts to reconcile both approaches
as they relate to the problem of managing the marginal or
unsatisfactory performer.

The paper will discuss theory to

the extent that theory appears relevant to reality, and be
pragmatic to the extent that it is necessary to face up to
the facts of business life.

III.

DEFINITION OF TERMS

Marginal Performer
Functioning on or very near the limit fixing the
point below or beyond which an employee's work ceases to be
desirable.
Unsatisfactory Performance
Functioning below the limit or level which constitutes
acceptable performance.

IV.

Performance of an undesirable nature.

ORGANIZATION OF PAPER

The second chapter of this paper will review the
literature pertaining to five theories of motivational
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drives.

The third chapter will more closely examine the

motivational theories.

It will look at specific problems

with theorizing about the motivation of unsatisfactory
performers, and strengths and weaknesses of the motivational
theories.

The fourth chapter will be concerned with what

the manager can do in motivating performance.

The final

section will present the summaries and conclusions formed
during this research.

CHAPTE~ II
REVIEW OF LITERATURE
In attempting to help the unsatisfactory and marginal
performer to motivate himself to a satisfactory level of
performance, the manager himself must understand the theories
of motivation which have been developed by businessmen,
psychologists, and sociologists.

Theoreticians often

disagree among themselves in their analysis and advice.
Some theorists, for example, argue that many -- if not all
people have a "set to respond" toward life which makes them
suspicious or even downright hostile and obstructionist
toward the most genuine, humane efforts put forth by
supervisors (1:620-621), while other theorists argue that
attitudes can be changed, and there is really no such thing
as preordained behavior or bad employees.
It is implied in earlier literature that an organization in order to function in a manner that shows high
worker productivity requires maximum performance from its
managers.

Current research suggests that there may not be

a high correlation between good management and high worker
productivity.

It may be possible to have good management

and low productivity or poor management and high productivity.
5

6

Management no longer suggests a direct causal relationship
with employee performance.

It recognizes the existence of

other variables and views performance as a function of
management/organization/system in a dynamic, indivisable
whole whose essence is the essence of a system.

These

confusing theories put the practicing manager in a bind.
Primarily, this constriction is brought about because he
is told by some experts that he could be a better manager
if he tried, and by others that employees do not meet the
standards desired by the organization because they simply
don't want to.
The following paragraphs will highlight the important
beliefs of five schools of motivational thought.

Unfortunately

there is no standardized school of thought; in fact, there
is rather widespread disagreement between and among most
businessman, academicians, and theorists as to what does
constitute motivation.

In the later part of this paper I

will try to synthesize the better part of all schools of
thought into a viable managerial philosophy designed to help
the practicing manager to motivate unsatisfactory performers.
For a firm foundation in understanding the motivation
of individuals, it is best to begin by discussing the
theoretical textbook view of motivational drives.
this background we can understand the businessman's
reservations about the various theories.

With
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The "Hierarchy of Needs" School
One of the oldest theories of individual motivational
drives is expounded by Abraham Maslow in his book, Motivation
and Personality.

(9)

Maslow develops the Hierarchy of

Needs school of thought with respect to the motivation of
people.

Basically, what Maslow says is that man is driven

or motivated to work because he has a variety of needs
which he seeks to satisfy.
FIGURE 1
Hierarchy of Needs Concept

Need for
elf-Fulfillment
Ego Needs
Social Needs
Safety and Security Needs
Physiological Needs
Graph adapted from Hierarchy of Needs concept in Motivation
and Personality by A.H. Maslow.
Copyright by Harper & Row,
1954.
As can be seen in figure 1, these needs can be
organized in a series of levels showing the hierarchy of
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importance.

At the lowest level are the physiological needs.

These, according to Maslow, represent man's need for food,
rest, exercise, shelter and protection froM the elements.
The great importance of these needs is realized when they
are not fulfilled; that is, man lives for bread alone when
there is no bread.

Thus, Maslow would say that man is

primarily motivated by his physiological drives to subsist.
Therefore, man will seek a job and work on that job in an
effort to have sufficient income for keeping himself and
his family alive.
It is frequently stated, that man does not live
by bread alone.

This truism is not inconsistent with

Maslow's primary motivator theory because he realizes that
most people's physiological needs are satisfied.

Maslow

claims that our physiological needs, much like our need for
air, are motivators only when they are not being met.

Just

as a man must surface periodically from the bottom of a
swimming pool to meet his need for air, so must man work
occasionally to meet his physiological needs.

But just as

man can swim about under water for short periods of time,
so can man elect not to work for short periods of time, or
be motivated to work for other reasons than his need to
earn subsistance for himself and his family.
satisfied need is not a motivator of behavior.

In short, a
When a

man's body needs are basically satisfied he is not motivated
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to work because of physiological needs; according to Maslow,
he is then motivated to work by the next higher category of
needs.
Maslow's second level of needs is the need for
safety or security.

This is a need to be relatively free

from danger, threat, and discrimination, and the general
deprivations of life.

This need is both for the "fairest

possible break" and security on the job.

In other words,

the claim is made that man wants to be free from arbitrary
managerial action, uncertainty with respect to his employment, or behavior which reflects favoritism or discrimination
against him.

Thus, an individual employee who is no longer

motivated by his physiological need for food, shelter, and
clothing, and who otherwise might goof off on the job, may
be kept in line by a desire to protect himself from
arbitrary managerial action which might result in his being
assigned dirty jobs, laid off, or discharged.
Maslow argues that, at least on most jobs today,
the average employee in the United States is paid a
sufficient wage to fulfill his physiological needs, and
because of unions, tenure, employee appeal boards, and
pressure for a good public image, most people feel their
need for safety and security on the job is also met.

Under

these circumstances man's second order of needs, like his
first order of needs, fails to be a continuing motivator.
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At this point man's third order of needs presumably comes
into play.
The third order that Maslow sees is based on man's
social needs, his need to belong, his need to associate
with other people, his need to be accepted by his fellows,
and his need to give and receive friendship and love.

Many

of man's social needs are met by his associations with coworkers on and off the job.

It may be a bit difficult at

first glance to understand how man's social drives may
prompt him to be more highly motivated to work on the job,
but this can be easily explained.

For example, most

people, because of their need to belong and to get along
with their co-workers feel obligated to produce that
amount of work which the group considers a stana.ard day's
performance.

The individual probably will also be

disinclined to do more than the groups "norm" or standard
daily output, but at least he will be motivated to do
enough to keep himself in the good graces of his colleagues.
If an individual in a work group does not "hold up his end,"
his co-workers in all likelihood will socially ostracize
him.

The desire to avoid such ostracism is the motivation-

to-work aspect behind Maslow's explanation of social needs
as a motivator.
Man's social needs can also be satiated, according
to Maslow.

Then another need comes into play.

This fourth
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order of needs in Maslow's hierarchy is what he calls man's
ego needs.

These needs are divided into two groups:

those

related to his self-esteem and those related to his reputation.
Of those ego needs related to self-esteem, Maslow lists the
needs for self-confidence, independence, achievement, and
job knowledge.

Of those related to reputation, Maslow

enumerates the desire for status, recognition, appreciation,
and what is called the deserved respect of one's peers.
Unfortunately, unlike the lower echelon of needs
in Maslow's hierarchy, the needs in this fourth order are
rarely satisfied.

Douglas McGregor says:

The typical industrial organization offers only
limited opportunities for the satisfaction of egotistic
needs of people at lower levels in the hierarchy. The
conventional methods of organizing work, particularly
in mass-production industries, give little need to
these aspects of human motivation.
If the practices
of scientific management were deliberately calculated
to thwart these needs -- which, of course, they are
not -- they could hardly accomplish this purpose
better than they do. (10:38-39)
According to Maslow's hierarchy of needs concept,
most men are motivated to work on the basis of their
physiological, safety, and social needs.

In some cases,

all three may be satiated; then the man works for ego
needs, either to enhance his own self-esteem or to acquire
the admiration and respect of others.

This fourth order

of needs is hardly ever operative, let alone satisfied.
Nevertheless, the possibility is there that such needs can
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be evoked and satiated.

To meet this circumstance, Maslow

introduces a fifth order of needs.
The fifth order which Maslow envisions as motivating
people to do a bigger or better job is what he terms man's
need for self-fulfillment.

The need for self-fulfillment

is basically the need to realize one's potentialities, the
need for continued self-development, and the need to be
creative in the broadest possible sense.

Man's need for

self-fulfillment is practically never brought into play,
and, therefore, is practically always dormant because
man's fourth order of needs -- his ego needs -- are rarely
satisfied.

However, the argument can still be made that if

man's fourth order of needs is satiated, then man is at the
pinnacle of his motivational drives.
Very few jobs held even by upper echelon business
people offer any opportunity for a man to satiate his need
for self-fulfillment.

But, according to Maslow, if a man

does arrive at this threshold, his need for self-fulfillment
will motivate him toward continued, extraordinarily highlevel performance.
The lesson to be learned from Maslow's hierarchy of
needs analysis as it relates to man is well developed by
Douglas McGregor.

He states that:

We recognize readily enough that a man suffering
from a severe dietary deficiency is sick. The
deprivation of physiological needs has behavioral
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consequences. The same is true, although less well
recognized, of the deprivation of higher-level needs.
The man whose needs for safety, association, independence, or status, are thwarted is sick, just as surely
as he who has rickets. And his sickness will have
behavioral consequences. We will be mistaken if we
attribute his resultant passivity, or his hostility,
or his refusal to accept responsibility to his
inherent 'human nature.' These forms of behavior
and symptoms of illness, or deprivations of his social
and egotistic needs.
The man whose lower-level needs
are satisfied is not motivated to satisfy those needs.
For practical purposes they exist no longer.
Consideration of the rewards typically provided
the worker for satisfying his needs through his
employment leads to the interesting conclusion that
most of these rewards can be used for satisfying his
needs only when he leaves the job. .
Under today's
conditions management has provided relatively well
for the satisfaction of physiological and safety
needs . . . but the fact that management has provideo
for these physiological and safety needs has shifted
the motivational emphasis to the social and egotistic
needs.
Unless there are opportunities at work to
satisfy these higher-level needs, people will be
deprived; and their behavior will reflect this
deprivation . . . .
People, deprived of opportunities to satisfy at work
the needs which are now important to them, behave
exactly as we might predict -- with indolence,
passivity, unwillingness to accept responsibility,
resistance to change, willingness to follow the
demagogue, unreasonable demands for economic benefits.
It would seem that we may be caught in a web of our
own weaving. (10:39-42)
Maslow's theory is only of several and the remaining
theories need to be investigated before we discuss the more
practical implications of motivational theory.
The "Psychological Advantage" School
A second school of thought which attempts to explain
how people are motivated on the job might be termed the
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school of psychological advantage.

This theory is, perhaps,

best spelled out by Saul W. Gellerman in his book, Motivation
and Productivity.

(4:199-216)

Basically, the school of

psychological advantage can be explained in one sentence:
there is only one underlying order to human behavior which
can be observed on the job:

people constantly seek to

serve their own self-interests, which change as they grow
older.

It might be said that the school of psychological

advantage subscribes to the idea that everything will work
out for the best because everyone works to further his own
best interests.
however.

Such a statement is an over simplication,

For example, Gellerman and others (5:1) claim

that problems arise because people do not share a common
belief of what is of value to them; they tend to define
their best interests in an enormous variety of ways; and,
since they see their best interests in a variety of lights,
they work in many opposite and competing directions.
Definition of Psychological advantage.

.According

to Gellerman (4:199-204), the term is used to describe what
the individual believes constitutes his own best interests,
thus the psychological advantage toward which he will work.
However, he assesses his own best interests depend on what
he believes he can accomplish, based on his evaluation of
his environment and his ability to shape that environment.
It depends also on the extent to which he considers the

15
various possible outcomes are desirable.

The power which he

feels he has over shaping future events, and the rewards he
feels he will attain from so doing determine his best
interests.
Gellerman illustrates this point by considering the
problem of managing scientific and creative personnel.

He

describes what happens when scientific personnel pursue
their own self interests on the job, and the conflict which
often erupts between these individual goals and the corporate
goals.

For example, he argues (4:200-203) that as the need

for scientific and creative specialists in industry developed,
such men were removed from the freedom of independent work
and thought, and brought into the tightly managed world of
the corporation.

The result of this displacement has often

been an outright clash because the professional believed
his psychological advantage, based on the mastery of his
field, entitled him to be listened to with respect and to
produce results in his own way regardless of how peculiar
the way might seem to the corporation.

The typical corporation

on the other hand, felt that scientists and engineers should
act and be treated like ordinary employees, and that
standard methods of work measurements, direction, and
control are sufficient to adequately handle scientific and
creative personnel.

The scientists and engineers felt that

they should be able to come, go, and do as they pleased,
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whereas the corporation wanted to know when, where and what
they were doing.

In short, professional scientists and

engineers usually feel they should be able to operate as
they see fit, while management tends to feel that such a
casual approach is not acceptable.
It takes only a little imagination, Gellerman points
out, to understand that factory workers or any other group
of employees are just as likely as scientists and engineers
to define their psychological advantage for themselves, and
to react indifferently to what management construes as
logical incentives and reasonable managerial controls.

Thi~

situation explains, at least for those of the psychological
advantage school, why dollar incentives, for example, will
not effect the productivity of workers if they feel that
their advantage lies in maintaining a congenial relationship
with one another, rather than in financial gain, or why an
individual will reject a promotion when so far as management
is concerned, he is well equipped to do the higher-ranked
jobs.

In short, a raise or a promotion is apt to be more

or less appealing to an employee depending upon his personal
psychological advantage.

If he feels that more money or a

more powerful position is something which he can obtain and
is something that he deems worthwhile, then he will be
attracted to work toward this goal.

He will not be interested

in pursuing more money or a more prestigious position if he
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does not believe that it will really make him better off or
happier.
Determinents of psychological advantage.

Determinents

of psychological advantage, to the adherents of this theory,
are a function of man's basic needs, as Maslow described
them, and also of man's circumstances in life -- that is,
of such factors as his singular complex circumstances of age,
I.Q., and mental and moral background.

Gellerman can be

paraphrased (4) in explaining the determinents of psychological advantage from a chronological standpoint, as follows~
1) Young people.

Other things equal, young people

are motivated by what their future seems to hold for them.
Therefore, young people, those in their first 15 years on
the job, will be quite tolerant of the present provided
that their hopes are bolstered by occasional evidence that
it will be worth the effort and the wait.

They will

cheerfully accept for a limited period of time a lower
standard of living than they expect to have, less interesting
and satisfying work than they would like, and considerably
less status than they plan to achieve.

If they are career-

minded they will invest a great deal of effort -- provided
they have some grounds for optimism.

Young people pursuing

a career are usually willing to build patiently, preparing
themselves for the future.

They are willing to accept less

satisfactory conditions at work and at home for the sake of
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advancing to more comfortable circumstances later.
If a young worker's hopes for the future are taken
away, however, the result is a demoralized employee who
becomes intolerant of and finds fault with the trivial as
well as with the substantial aspects of his working life.
If he is an aggressive person, he will communicate his
dissatisfaction to others, becoming, in effect, an agitator.
Even if he is not particularly vocal, he will be hard to get
along with, and will not do any more than he has to on his
job.

This is why the manager should analyze the employee's

work periodically and hold counseling sessions with him.
Knowing how he is doing and getting specific details on
how improvements can be made are of great importance.
These sessions give him insight as to how his past efforts
have been evaluated, indicate how things stand now, and
highlight what the future probably has in store for him.
They also provide an opportunity to advise the employee
about what he can do to make his future more satisfactory.
2)

Middle-aged people.

During the next fifteen

years, the period between the mid-thirties to around the
age of fifty, men are oriented primarily toward the present.
This is what Gellerman would define as "middle age," when
most people's ideas about their psychological advantage begin
to change.

The change occurs because these are the years

when most men begin to reach the height of their achievement,
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if there is to be any, or during which it becomes clear that
the bright hopes of youth are not going to be realized.

The

limits of possible attainment become moxe cleaxly ~efinea.
and serve as an incentive to spur people on or discourage
the person when he realizes that he is never going to be
successful in the way he has hoped.

In short, these are

the slow down years when expectations are realized or must
be written off.
Normally the level of morale of men in this age
group is determined not by what they have actually done, but
by how well their attainments compare with their earlier
expectations.

If the present includes rewards that are

basically what they hoped for when they were younger, they
will feel fulfilled and satisfied.

If their present

achievement falls short of what they had hoped for, they
tend to feel disappointed, both in themselves and in the
organization for which they work.
The successful men in this age group exploit their
good fortune to the fullest.

They do this by welcoming and

accepting new ideas, a practice which leads to even greater
success for themselves and for others.

Because of this

success, they are inclined to adopt a more encouraging
attitude toward young men, as this is one way they feel they
can share their abundant rewards.

In order to protect

their egos, disappointed men have to reconcile their actual
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record with what they feel they should have accomplished.
They do so by finding fault with their company and co-workers.
They resist new ideas, being reluctant to risk additional
failure.

They are inclined to give poor counsel to younger

men, advising strongly against trying too hard, because
they genuinely believe that the odds against accomplishment
are too enormous to overcome.
Men whose careers are in this midway phase are much
more oriented towards the present, and are much less tolerant
of its deficiencies.

They are much more sensitive to status

symbols, and more than anything, they want some public
acknowledgment that they have done something worthwhile.
They seem to want recognition not so much for its own sake
as for a confirmation that their efforts have been noticed
and appreciated.

They want a confirmation of their image

of themselves.
Although men at this age are usually less demonstrative than younger men, they seem to be much more
sensitive to intangible rewards, especially to the lack of
them.

Unfortunately, men in this group are easy to take

for granted and, for that reason, seem to take offense more
readily.

They exhibit some patience, but they feel that time

is running out.

They want the rewards of achievement now,

unless there is real promise of future status in the
organization.

21
3)

People in their later years.

The last phase in

the typical career pattern of a man begins at about the age
of fifty.

The attitude and outlook of men in this phase

depends entirely on how they fared in the preceding phases.
To the successful individual these are the years of glory.
Gellerman, in fact, claims that people in this phase, if
successful, may accomplish more than they did in all of
their previous work years.

(4:216-236)

In fact, many of

these men like the present so well that they do not want to
quit working.

When a man is so fulfilled, when the present

is so rewarding, it is obviously to his advantage to prolong
his career.

Thus, these men rarely dwell on the past,

feeling it was less interesting than the present.
primary concern is for now and the future:

Their

now, for their

own sake; the future, for the sake of the younger people.
Unfortunately, according to Gellerman, not many men
end their careers in such benign and active frames of mind.
Usually careers close with mixed feelings of relief and
nostalgia, if not out-and-out bitterness.

At retirement

the typical feeling of an unsuccessful man is like that of
a prisoner going on parole.

The unsuccessful have little to

show for their work; they seem to be glad to get it over
with and forget about it.

Obviously, there is something to

be missed in a change of any pattern of living.

The older

individual is likely to find himself attempting more and
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more to identify what seems to be lacking when he no longer
is faced with the necessity of going to work.

He becomes

increasingly oriented toward the past, partly because that
is when his major satisfactions occured and partly because
he has been doing much less since his retirement.

During

this phase he usually tries to identify himself with some of
his accomplishments, no matter how small.

He needs desperately

to be able to say that he had a part in something.
For these reasons the older employee who perceives
himself as unsuccessful is likely to do a great deal of
reminiscing.

He will point with pride to whatever he feels

he did which is deserving of respect, and more often than
not will conclude that the good old days were a lot better
than the present or even than the future is likely to be.

Thus, his psychological advantage lies mainly in reliving,
not in anticipating.

He also enjoys tributes and momentos,

as does the successful older person, but above all he likes
the role of mentor.

Somehow this tribute confirms his sense

of how important his own past has been.

But, as Gellerman

says, respect for elders is not a typically American virtue,
and all to frequently the older employee is ignored or taken
for granted by the younger ones; as a result, his goals
come into conflict with the younger employees' goals and
the great war is on -- the one that the younger person cannot
lose unless and until he too becomes unsuccessful in his
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own mature years on the job.
To summarize, the exponents of the psychological
advantage school feel that man always works to obtain results
in line with his own best interests, but that his best
interests change, depending on how he perceives his
environment and to what extent he feels he has any ability
to affect that environment.

Intertwined with the individual's

environmental perception and his ability to affect his
environment, is a third factor which might be terI'1.ed the
aging factor.

That is, it would appear that a man's

perception of his environment, and his ability to mold that
environment is largely a function of his working age.

If he

is a young man, he will probably perceive himself as a highpower, high-ability individual.

As he grows older and the

aging process takes its toll, his perception of his power
and ability may well change, as may the goal he pursues.
Figure 2 illustrates the various phases in a man's working
career, the characteristic actions of the individual, the
typical feelings, both positive and negative, which he will
have about his job, and the psychological advantage to which
a manager may appeal, particularly if a person is an
unsatisfactory performer.

FIGURE 2

Various Phases in a Man's Working Career
Positive
Attitudes

Negative
Attitudes

Motivations (and
actions which
managers can take)

Phase

Characteristics

Young People
(1-15 years
on job)

Bright-eyed and
bushy-tailed;
seek counseling,
feedback and
evaluation.

Look toward future;
are tolerant of
present; accept
lower standard of
living, less
challenging work
and less status;
build patiently.

Demoralized if
no prospects
for a satisfying
future; becol"le
intolerant of
9resent; find
fault with
trivialities;
broadcast dissatisfactions.

Money; power;
position; in
general, a
confirmation
that they are
moving up the
ladder.

Middle-Aged
People (1530 years on
job)

Compare attainments with
expectations of
Young People
phase; may
resist new
ideas in effort
to minimize
failure; are
susceptible to
humiliation and
apt to take
offense.

Concentrate on
present; reach
pinnacle of
achievements; feel
fulfilled; are
sensitive to status
symbols, eager for
recognition,
patient.

Succumb to
failure; abandon
dreams; feel
disappointed;
find fault with
environment; are
intolerant of
deficiences of
younger people;
are impatient.

Enable them to
exploit their
good fortune;
adopt encouraging
attitude; don't
take these people
for granted, or
let them feel that
they are being
taken for granted.

I\.)
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(FIGURE 2 continued)
Motivations (and
actions which
managers can take)

Positive
Attitudes

Negative
Attitudes

Successful.

Like present, and
see it as crowning
years; do not want
to quit; do not
dwell on past but
are concerned
about the future
for the sake of
younger people.

Reminisce.

Enable them to
broaden scope
of activities
and/or assign
role of mentor.

Unsuccessful.

Try to identify
their accomplishments.

See retirement
as reli8f; feel
nostalgic; are
oriented toward
past; resent
lack of respect
of youth; want
to relive the
"good old days."

Enjoy tributes,
mementos, and
role of mentor,
but will give
poor advice; want
gestures of
appreciation and
gratitude.

Phase

Characteristics

People in
Later Years
(30-45 years
on job)

Depend on how
they have fared
in preceding
phases; if they
are:

Chart adapted from Motivation and Productivity by Saul W. Gellerman.
New York: American Management Association, 1963.
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The ,;Hygienic" School
The third school of thought about the motivation of
man is called the hygienic school or motivation-hygienic
school.

This theory developed by Frederick Herzberg (5),

has won recent acclaim as a way of explaining man's Motivation
to work.

Herzberg's work is similar in many ways to the

work of Maslow, yet it is significantly different, so that
it merits separate consideration.

While Maslow postulated

that man was motivated by a hierarchy of needs in which one
need must be satisfied before another is challenged, Herzberg
maintains that man has a variety of needs which are
simultaneously pursued and which come in no stereotyped
order.

In other words, according to Herzberg's theory, a

worker might seek recognition, self-fulfillment, and safety
all at the same time, while according to Maslow, before the
employee would seek recognition, he must already have
satisfied his drive for safety and security.
Basically Herzberg's theory is founded on the results
of a research study which he conducted in the Pittsburgh
area with two hundred engineers and accountants.

The

interviewer asked each engineer and accountant to recall
experiences on his job which caused a marked improvement or
reduction in his job satisfaction.

A record was made of

how frequently the interviewee either felt exceptionally
good or exceptionally bad toward his job.

He was encouraged
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to talk about whether his feelings of satisfaction or
dissatisfaction toward his job had affected his performancer
his personal relationships, or his feeling of well-being on
the job.
The results of the study can best be shown in graphic
form in figure 3.

FIGURE 3

Comoarison of Satisfiers and Dissatisfiers
Number of
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The various factors mentioned by the respondents to
Herzberg's study which they felt were sources of satisfaction
or dissatisfaction on their job are represented by bars.
Five factors stand out as forces of strong job satisfaction:
achievement, recognition, the work itself, responsibility,
and advancement.

Conversely, the strong job dissatisfiers

are company policy and administration, supervision, salary,
interpersonal relations with supervisors, and working
conditions.

There would appear to be strong sources of

satisfaction and dissatisfaction for the people represented
in Herzberg's study.

More important is that both the

satisfiers and the dissatisfiers appear to be unidirectional
in effect:

the factors of achievement, recognition, doing

the work itself, responsibility and advancement are
practically always mentioned as sources of positive feelings
toward jobs and tend not to serve as dissatisfiers:

in

contrast, company policy and administration, technical
competency of supervision, salary, interpersonal relations
with co-workers and supervisors, and working conditions are
basically unidirectional in a dissatisfying sense.

Analysis

of this phenomenon explains the use of the term hygienic
theory in Herzberg's theory of motivation.

Basically, the

dissatisfier factors describe the environment in which work
is done rather than the feeling associated with the actual
performance of the work.

For this reason, Herzberg has
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named them hygiene or hygienic factors, thus drawing a
parallel between the medical use of the term hygiene
connoting "preventive and environmental" and on-the-job
factors which are preventive and environmental.
In contrast to the hygienic factors which Herzberg
identifies are his satisfiers, or what he terms Motivator
elements.

He describes the satisfiers as factors which

create a high level of motivation unon the part of an
individual on the job.

Thus, the dissatisfiers or hygienic

factors would tend to demotivate people on the job, while
the satisfiers or motivators would tend to motivate people
in a positive direction.
Basically, according to Herzberg, the factors which
tend to produce job satisfaction for an individual on the
job are separate and distinct from those factors which tend
to produce job dissatisfaction.

A manager interested in

motivating the unsatisfactory (or satisfactory) performer
should emphasize those factors which create job satisfaction
and de-emphasize the adverse effect of the hygienic factors.
He should give the worker an opportunity to achieve, win
recognition, get a satisfaction out of performing the work
itself, hold a responsible position, and receive advancement.
Failure to provide an opportunity to pursue these satisfying
or motivating aspects of the job presumably will increase
the sensitivity of employees to real or imagined bad job
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hygiene.

Consequently, the amount, kind, and quality of the

hygienic factors need constant attention by management if
a sustained level of performance is to be obtained.
The "Maintenance-Motivation" School
The maintenance-motivation school is quite similar to
the hygienic school and, in fact, actually represents an
extension of Herzberg's analysis.

However, it warrents

separate attention because, while reinforcing the findings
of the hygienic school, it breaks new ground in respect to
the assumptions which managers might make about motivation of
their subordinates.
The maintenance-motivation school was developed by
M. Scott Myers of Texas Instruments, Inc.

(11)

Basically,

his study extends Herzberg's study in that it includes five
different groups of employees:

scientists, engineers,

manufacturing supervisors, hourly male technicians, and
female assemblers.

Myers' conclusions, like Herzberg's

are that there are positive sources of satisfactions on a
job which tend to motivate employees, and negative sources
or dissatisfiers which tend to demotivate employees.

(11:87-88)

Myers' greatest contribution, however, resides in the fact
that his research was based on a variety of different jobs
ranging from high-ranking, high-income levels, to low-ranking,
low-income levels, and covered both male and female
employees.

As a result of his analysis of the different

levels of employees in the organization, Myers was able to
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dichotomize between two fundamental groups which he terms
motivation-seekers and maintenance-seekers.

(11:76)

In

discussing the difference between these two groups, he states
that for most individuals, the most satisfaction and the
strongest motivation are derived from achievement, responsibility, advancement, growth, the work itself, and earned
recognition.

The motivation seekers are influenced primarily

by the task itself and can tolerate a high degree of poor
environmental factors.
On the other hand, the maintenance-seekers are
motivated primarily by the nature of their environment; they
tend to avoid motivation opportunities and are chronically
preoccupied and dissatisfied with job factors such as pay,
supplemental benefits, type of supervision, working conditions,
status, job security, company policy and administration, and
fellow employees.

Maintenance-seekers gain little satisfaction

from accomplishment and are quick to criticize the positive
aspects of work and life in general.

The kind and quality

of their work is of little significance although they may
succeed in the job through sheer talent.

However, they

seldom profit professionally from experience.

In contrast,

motivation-seekers enjoy work, strive for quality, tend
to over-achieve, and usually benefit from their experience.
Other differences include the fact that maintenance,seekers are usually outer-directed -- in other words,
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interested in the behavior of others to the point of being
meddlers.

They may be highly reactive or ultraconservative

in their views.

They tend to adapt themselves to their

environment and often mimick top management, or even act
more like top management than top management itself.

Those

who are motivation-seekers are usually inner-directed -- in
other words, more interested in their own behavior.

They

are self-sufficient persons whose strong beliefs are less
subject to influence by the environment.
The most significant of Myers' findings was that
although an individual's orientation as a motivation-seeker
or a maintenance-seeker is fairly permanent, it can be
influenced by his environment.

For example, maintenance-

seekers in an environment of achievement, responsibility,
growth, and earned recognition tend to behave like and
acquire the values of motivation-seekers.

On the other

hand, the absence of motivators causes many motivation-seekers
to behave like maintenance-seekers, and to become preoccupied
with the maintenance factors in their environment.
Myers' studies indicate that any individual on any
job will find himself either in a group of maintenanceseekers or a group of motivation-seekers, and will tend to
adopt the preoccupations of the group with which he is
associated.

In practical terms, the individual who finds

himself in a maintenance-seeking group tends to adopt the
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standards and becomes preoccupied with the dissatisfying
aspects of his job (such as pay, supplemental benefits,
supervision, working conditions, status, job security,
company policy and administration, and fellow employees).
In contrast, an individual who finds himself in a motivation
seeking environment tends to embrace the standards of that
group and becomes preoccupied with such factors as
achievement, responsibility, growth, advancement, the work
itself, and earned recognition.
According to the theory of the hygienic school the
manager who must cope with an unsatisfactory performer should
emphasize the motivation factors and minimize inequities in
the negative, hygienic aspects of the job.

If Myers'

findings are valid, the manager would be wise to first
"psychout" the group in which the individual unsatisfactory
performer is working.

After determining the group orientation,

he can then attempt to motivate and upgrade the quality of
the unsatisfactory performer's work by appealing to those
factors about the job with which that individual presumably
is preoccupied.

For example, the manager whose problem is

with a scientist or engineer whose performance in unsatisfactory
would appeal to the possibility of recognition, advancement,
and achievement; on the other hand, if he were dealing with
a male technician working for an hourly wage, he would be
more apt to improve the man's performance by offering more
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pay, better supplemental benefits, improved working conditions,
or greater job security.
The "Psycho-Cybernetics" School
Before leaving the textbook discussion of motivational
drives which people experience, we should examine one more
theory.

This theory was developed by Maxwell Maltz, M.D.,

and is based primarily on his work as a plastic surgeon.

(8)

Psycho-cybernetics, as Dr. Maltz calls his theory of
motivation, is perhaps more than a theory of motivation
inasmuch as he views i t as a "new way to get more living
out of life."
The psycho-cybernetics school of thought advocates
that, to be properly motivated, man must recognize his
own self-image.

The significance of the self-image has

long been recognized as a factor affecting the individual's
performance on his job.

Unfortunately, most of the work

done by psychologists up to now in the field of "self-image"
has been designed toward assisting a neurotic or psychotic
in understanding his own mental condition.

Little effort

has been devoted toward developing the concepts of the selfimage as a way of motivating unsatisfactory perfor~ers.
Dr. Maltz, in explaining his theory of psychocybernetics, states in the preface of his book:
In a previous book
. . I published a . . . collection
of case histories where plastic surgery, and particularly
facial plastic surgery, had opened a door to a new life
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for many people. That book told of the amazing changes
that often occur quite suddenly and dramatically in a
person's personality when you change his face.
I was
elated at my success in this respect.
Some patients show no change in personality after
surgery.
In most cases a person who has a conspicuously
ugly face, or some 'freakish' feature corrected by
surgery, experiences an almost immediate rise in selfesteem, self-confidence. But in some cases the patient
continued to feel inadequate and experienced feelings
of inferiority.
In short, these 'failures' continued
to feel, act, and behave just as if they still had an
ugly face.
This indicated to me that the reconstruction of the
physical image itself was not the real key to changes in
personality. It was something else which was usually
influenced by facial surgery, but sometimes not.
When
this something else was reconstructed, the person
himself remained the same, although his physical features
might be radically different . .
It was as if personality itself had a face.
This
non-physical face of personality seemed the real key to
personality change.
If it remained scarred, distorted,
ugly, or inferior, the person himself acted out this role
in his behavior regardless of the changes in physical
appearance.
If this face of personality could be
reconstructed, if old emotional scars could be removed;
then the person himself changed even without facial
plastic surgery. Once I began to explore this area, I
found more and more phenomena which confirmed the
fact that the self-image, the individuals mental concept
of himself, was the real key to personality and
behavior. (8:vi-vii)
Thus, psycho-cybernetics as a school of motivation
is based on the recognition that a person's self-image is
the key to his personality and also his behavior.

If the

manager can change a worker's image of himself, the manager
may also be able to change the individual's personality
and more, importantly, his behavior.

The term, psycho-

cybernetics, is derived from the assumption that a man's
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mind (psyche) tends to make his body a goal-striving,
goal-oriented mechanical system (cybernetics) which results
in some kind of behavior or potential behavior.

To under-

stand the theory of psycho-cybernetics it is necessary to
accept the concept of self-image to mean that a man's image
of himself establishes the boundaries for his individual
accomplishments.

In this respect, Maltz believes that if

you "expand the self-image, you expand the area of the
possible."

The development of an adequate realistic self-

image may, in turn ,

result in the development of new

capabilities and talents.
Self-image psychology makes it possible to explain
many phenomena which have been observed but not properly
understood in the past.

For example, it may explain why

the "power of positive thinking" works with some individuals
and not with others.

It literally cannot work when it is

inconsistent with the person's self-image.

The self-image

itself must be changed.
Although psycho-cybernetics is definitely a different
approach to the standard theories of motivation, it is
basically an individual, self-development oriented theory
rather than a theory which a manager can apply directly to
motivate an employee.

A supervisor would have to be

proficient in the technique of coaching and counseling in
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order to apply this theory successfully.

CHAPTER III
CLOSER EXAMINATION OF MOTIVATIONAL THEORIES
Problems with Theorizing About the Motivation of Unsatisfactory Performers
The preceding analysis explored the theoretical
explanations for the motivation of men at work.

However,

merely accepting the truth of one or more of the five
theories described above does not assure the practicing
manager of success in motivating an unsatisfactory performer.
Little is accomplished by theorizing, unless the results
can be directly applied to specific, real problems.

The

next step, then, is to highlight some of the problems which
come up in trying to use the above theories.

Once these

problems are identified we will try to develop a comprehensive
scheme that a manager can use in attempting to overcome or
improve a man's unsatisfactory performance.
Strengths and Weaknesses of the Motivational Theories
Each of the foregoing theories has basic strengths;
each also has weaknesses which make it difficult to apply
in the world of practicality.

These weaknesses are discussed

in a brief review of the theoretical approaches to motivation.
39
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The "Hierarchy of Needs" Theory.

The main strength

of the hierarchy of needs theory is that it gives a universal
explanation as to why people are motivated to work.

It

states catagorically that all people are motivated by a
desire to stay alive, but ultimately the social and higherlevel psychological drives of the individual take precedence
over the financial aspects.
also a weakness.

Unfortunately, its strength is

It is too universal and all-encompassing.

It does little or nothing for the practical businessman who
wonders how to motivate the older man whose work has been
falling off.

For example, about the only suggestion that

the hierarchy of needs school might offer the manager of a
failing fifty-eight-year-old employee is, "appeal to his
needs for belonging or to his desire to develop a reputation
or enhance his self-esteem."
Such an admonition will probably be viewed with
contempt by the practical businessman.

After all, if the

man is fifty-eight years old and has been on the corporate
payroll for twenty years, he is probably socially accepted
or not socially accepted.

Besides, there is little that

the businessman can do by winning social acceptance for
his subordinates.

Furthermore, it seems a bit ludicrous

to appeal to a man's desire for recognition and to try to
build up his self-esteem if the course of his dissatisfaction
lies in the fact that he is getting tired of working,

41
beginning to feel that life on the job is no longer worth
the utmost efforts, and that his better days are behind him.
Therefore, although it is true that the hierarchy of needs
school wins much acceptance in theoretical areas, it does
little or nothing for the man who has to meet a payroll and
who wants to make a profit in his organization.
The "Psychological Advantage" Theory.

The psycho-

logical advantage school has a good deal more to offer the
practical businessman in that its main strengths are a more
or less practical interpretation of how people view life on
the job and the factors which motivate them.

For example,

the psychological advantage school sets forth factors which
motivate different age groups:

Young people are spurred by

dreams of progress, prestige, power and influence; the
middle-aged group are motivated by their realization that
they can obtain prestige and power; and older people are
interested in extending themselves to the limits of their
capabilities because success tends to feed on itself.
Presumably, the lesson to be learned by the practicing
businessman from this analysis is that he should appeal to,
reinforce, and then ultimately rely on a man's successes as
he progresses through the three stages of psychological
growth.

However, such admonitions are useful only with

those people who are being and have been successful on the
job; they offer little help in dealing with those who are
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unsatisfactory performers and who represent the real problems
in motivation.

The theory fails to indicate how to motivate

men in age groups who have failed to realize their potentialities.

In short, the psychological advantage theory says

that people are motivated to work at high levels of efficiency
if this is their desire.

However, if people are among the

unfortunate few who are not so motivated, the question of
what to do with them is left unanswered.
The "Hygienic" Theory.

This theory highlights the

fact that people do receive satisfaction on the job from
what Herzberg terms motivators; they are dissatisfied and,
therefore, presumably demotivated on the job by the
environmental or hygienic factors.

Herzberg claims that the

value of this theory to the practicing businessman is that
the manager should concentrate on the motivator factors in
an effort to obtain better performance from his employees.
He also suggests that it is unnecessary to perform more than
a fire fighting action in regard to the hygienic factors.
As long as environmental factors are not too bad, he does
not consider their presence as serious in consequence as a
lack of motivational factors.
Such a theory does give the practicing businessman
a cue to action if he is interested in motivating the
unsatisfactory performer.

He can make sure that a company
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policy is administered fairly, and that the various supervisors are technically competent; he can check to see that
the working conditions are satisfactory, et cetera.

However,

Herzberg claims that the really effective managerial actions
should be concentrated on the motivator elements.

This is

fine for a theoretical assumption, but the manager in the
typical corporation has little or no opportunity to take
action concerning anything other than the hygienic or
environmental factors.

Most managers can request that

offices or work areas be painted; most assign vacation dates
in a fair and equitable manner; most are sent to training
programs to update their skills technically, and are
assisted in administering salaries fairly, and so forth.
But very few of them are in a position to do anything
constructive in terms of giving their people the opportunity
to gain a feeling of achievement, a feeling of pleasure in
doing the work itself, an understanding of the rewards
connected with winning recognition or an advancement, or the
feeling of power obtained from holding a responsible position.
These satisfactions can come only after a man has achieved,
been promoted, been in a position of responsibility, and
so forth -- all unlikely occurances for an unsatisfactory
performer.

The point is, there is a very wide gap between

what Herzberg offers as things to do to improve employee
motivation and what the average supervisor actually has the
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authority to do for or with his employees.

Thus Herzberg's

analysis falls short where the other analyses fall short:

no

useful recommendation is made as to what the supervisor
himself can do by way of instilling the requisite motivating
experience factors in the subordinate.

The conclusion is

that if one's subordinates do experience such factors, they
will probably be motivated employees.

(6:675-676)

Unfortu-

nately, the converse is just as true -- if the subordinates
do not experience such factors, they will probably not be
highly motivated employees.

(12:227-237)

Again, the

practical businessman is left scratching his head for an
answer to the question, "what can I do to motivate the
unsatisfactory performer?"
The "Maintenance-Motivation" Theory.

The maintenance-

motivation school, because it is basically an offshoot or an
extension of the hygienic school, is subject to many of that
theory's strengths and weaknesses with the general exception
that the maintenance-motivation school does emµhasize the
fact that maintenance-seeking groups of subordinates may be
dealt with more effectively through the routine procedures
available to the typical manager.

For example, the typical

manager is able to maneuver such elements as pay, working
conditions, technical competency of the boss, and company
policy and administration, which appear to be important
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motivational elements to people in maintenance-seeking
groups.

Therefore, at least when working with such groups,

the manager is offered some practical advice about what he
can do to motivate the poor performer.

Furthermore, when

these ideas are combined with those of the psychological
advantage school and what is known as the systems approach
to motivational drives, the practicing businessman finds
further possible help.
The "Psycho-Cybernetics" Theory.

As I pointed out

earlier, the psycho-cybernetics school, as expounded by
Maltz, is primarily a do-it-yourself school of motivational
drive and offers little or no advice to the practicing
businessman as to how he can properly motivate a subordinate.
It suggests that he try offering advice to the subordinate
about how to get a clearer picture of his true self-image
so that he will, presumably, act more effectively.

One

would not expect any great results from this gesture, however,
considering the general response given most constructive
criticism.
The preceding review of theory illustrates how very
little practical advice is available to the practicing
businessman in regard to motivating the unsatisfactory
performer.

For this reason most managers find most

motivational theory generally interesting but basically
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useless in any practical sense.

The basic reason for the

wide gap between theory and practicality is the theorists•
fundamental lack of concern over the question of how to
"make a buck" in the business world.

For example, the

motivational theorist is theory-oriented.

In contrast, the

businessman who has payroll responsibility and who must
make a profit or lose his job is more concerned with results.
But why is it not possible for theory to be integrated meaningfully into the practical world of the
businessman?

Fortunately, it is becoming more and more

common to translate new concepts from academic jargon into
practical business concepts.

One example is the adaption

of systems theory, sometimes called situational management,
and its practical application to the world of business.

The

remaining portion of this thesis will be devoted to
attempting to develop some practical ideas from the world of
theory as to how to motivate the unsatisfactory performer.
We will, therefore, utilize motivational theory and the
concept of situational or systems management, but keep in
mind the practical necessity of meeting the payroll and
making a profit.

CHAPTER IV
WHAT THE MANAGER CAN DO IN MOTIVATING
UNSATISFACTORY PERFORMEPS
A Systems Approach to Motivational Drives
Systems theory is actually a very simple concept.
It means, when stripped of its academic jargon, that an
organization and the people in that organization can be
viewed as an "open system" in which everything depends upon
everything else, and everybody reacts to everybody else,
depending partly upon each one's attitude and partly upon
the activities of other people.

(13:650-654)

Thus, systems

management in its present form might be viewed as a combination
of two approaches to the problem:

it gives recognition to

the tried-and-true preachments of the old managerial
scientists whose belief was that man was an economic man, he
works for money, and in an optimum sense, his work can be
designed so that he can produce the maximum output with the
minimum expenditure of effort.

(3:12-13)

It also recognizes

that there is some truth to the human relations movement in
which management is admonished to treat the workers as
individuals who have their own emotions, feelings, goals,
drives, and objectives on the job; but who will strive to
obtain the limit of these objectives only if management
47
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takes a geniune, honest interest in them as individuals.
In other words, the systems approach to interpreting
the motivational drives of employees is an effort to
recognize that people are complex individuals who have
interactions and interrelationships with one another, and
who are motivated fundamentally both by tangible factors
(i.e., money and fear of reprisal) and by psychological
elements (the need for love, affection, and belonging.)

It

is an attempt to integrate the knowledge of the old hard-nosed,
practical approach of businessmen with the new soft-nosed
theorizing, of the academicians.
For the past few decades it has been popular for
academicians to dwell on the idea that the soft-nosed or
human relations line is the proper, acceptable form of
management.

They have tended to debunk and criticize the

hard-nosed approach used by the typical manager.

While a

good deal of confusion reigns in respect to the meaning of
these terms, human relations is usually defined as keeping
employees content by being interested in their problems,
by providing them with benefits and privileges, and by
generally attempting to keep them happy at any cost.

Hard-

nosed management, on the other hand, is often described
as a rigid and perhaps even tough approach to getting people
to work.
The academicians have held that the manager is a
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good supervisor if he is a human relator, a bad supervisor
if he is a hard-nosed manager.

Now, however, in view of

continuing thought and development in respect to managerial
styles, the systems theorists are not so convinced that the
path to good management is that clear.

Furthermore, they

have shed some light on what the individual manager can do
by way of motivating subordinates, particularly unsatisfactory
performers.
In searching for the right path, the systems manager
is encouraged to view the work place as a system composed
of men, materials, machines, and money.

This means that

the manager, in evaluating the total work environment,
considers not only the mode of production being used in his
plant, office, or store, but also the people and their
individual attitudes and feelings.

He then makes the

decision on how to supervise and manage in response to this
total picture.

This does not mean that he acts the same

way everytime he makes a decision; instead he acts in the
manner he thinks most appropriate for each situation.
Clark C. Caskey illustrates one aspect of this phenomenon
by developing what he calls a "Noseacator"

(see figure 4)

which shows how managerial styles can vary or fluctuate from
the hard-nose type of manager to the no-nose type.

( 2: 18)
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FIGURE 4
The Noseacator
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To Caskey, no manager should be rigid in his managerial
style, as there appears to be an infinite number of
techniques which one can practice in managing the work place
or "system."

The problem is to elicit the appropriate

style according to the situation or system rather than to
apply one style, as the theorists have argued for in the
past.
As I have indicated, what has been considered right
by businessmen has often been considered wrong by theorists;
and the businessmen have tended to reject the theorists
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findings because they considered them impractical.

In

order to determine the right approach to managing the
unsatisfactory performer, we need to determine what tactics
may be useful, in other words, which approach or techniques
should be used by what managers, with whom, when, and where.
Synthesizing the ideas of the theoretical schools of
motivational thought, with the ideas of the practical
businessman leads to an answer which may be useful to the
manager of the unsatisfactory employee.
Systems Theory:

Toward the Practical Application of

Theoretical Knowledge
To the systems theorist, all people act and react to
all things in the organization; the actions of each individual
cause another individual to react, and in turn, his reactions
cause the other individual to react or act again.

This

action-causes-reaction theory is usually very confusing to
the practical supervisor on the job.

His reply is usually,

"so everything depends upon everything else.
new?"

What else is

The systems theorists' contribution does not lie in

the discovery that everybody in an organization acts and
reacts as a result of how everyone else acts and reacts.
The important point is that the systems theorists feel that
a careful analysis of the system will permit the supervisor
to have some flexibility and know how to cope to the best
advantage with the varieties of situations which arise every
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day, in contrast to relying on what was thought to be the
appropriate or suitable action which he should use indefinitely in every situation.

Thus, the typical supervisor is

not advised to try to determine a given manner or fashion of
acting which is the best way for him to act in managing
all his subordinates in all circumstances.

Instead, he

should recognize that, while it is true that most people
act and react the same way and thus are susceptible to a
given motivational technique, it is also true that some
people will act and react differently.

How they respond is

a function of their own personalities and those with whom
they are dealing and the circumstances at that time.

The

effective manager works from information obtained from the
organization's own data.

Reinforcers or motivators change.

Subsequently, the manager must use current data.

Information

can be compiled through the use of periodic performance
appraisal, survey techniques, employee interviews, etc.

For

example, experience has shown that the supervisor may think
of himself as a given factor in any particular circumstance,
personally causing no particular action or reaction upon
the part of his subordinates; he feels he is a known quantity
from whom his people just take orders.

But the supervisor

affects the situation in which people are working just as
much as the people themselves affect that situation.

In

other words, just as the subordinate may not get along with
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a supervisor and thus become an unsatisfactory performer,
the supervisor may experience personality conflict in getting
along with the subordinate; each may cause the other to act
in a less than satisfactory fashion -- or a fashion which is
interpreted by the other as being unsatisfactory.

Recognition

of this basic point should make the supervisor realize the
value of Gellerman's thoughts on psychological advantage, and
also of Myers' theory of maintenance-motivation when it comes
to such problems as older employees' not getting along with
younger ones or maintenance-seekers' not responding to an
opportunity to win some recognition.
This is not to say that the supervisor is responsible
or that age is responsible for the personality clash and the
resultant unsatisfactory performance.

It merely says that

a complexity of circumstances is responsible for an employee's
poor performance.

No matter what or how the subordinate

interprets his status in life, both the supervisor and the
various employees involved are responsible to some extent.
The supervisor is in line for rewards if he has a strong
subordinate which he has developed through the years; he
is in line for some share of the blame if the man has
progressed to the middle or older-age phase of his life
with an attitude which makes him tend to be an unsatisfactory
performer.

If the employee has not been with his current

supervisor for any great length of time, the supervisor is
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then in the challenging position of having to pick up the
pieces of some other supervisor's work.

In short, the

business manager is responsible to some extent for a man's
unsatisfactory performance as well as for his satisfactory
performance.

Likewise, the man himself is responsible to

some extent both for his satisfactory or unsatisfactory
performance.

Thus, although the unsatisfactory employee

may feel that the manager has failed to fulfill his duties,
the manager may feel that the unsatisfactory performer has
failed to meet his obligations to the corporation.
Maintenance-Motivation School, Psychological Advantage
School, and Systems Management Theory
It should be apparent by now that the manager has
a responsibility to give the individual employee an
opportunity to properly motivate himself on the job.

By

the same token, it should be equally obvious to the manager
that he has every right and justification to demand something of the employee.

Because people are primarily

motivated by things internal to them, that satisfy them,
that are achieved and accomplished by them, they have a
certain obligation to the manager, to the company, and to
their co-workers to keep their performance at a satisfactory
level.
Furthermore, every employee, including the
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unsatisfactory performer, should accept the fact that he
does not merit individual or special treatment -- only
consistent, logical and predictable treatment.

The boss

must act in a fashion which will provide a self-motivational
climate for all employees.
In fact, if research findings of the maintenancemotivation school have validity, not only should any
employee not expect special treatment from the manager (in
an effort to motivate him), he should expect that the
manager will act in an almost rigid, non-discriminatory
fashion.

To clarify this point, let us explore further

Myers' findings and apply them in business situations.
As has been stated Myers studied five different
groups of workers at Texas Instruments, Inc., in an effort
to determine their motivational drives and behaviors.

He

discovered that the working systems at Texas Instruments
varied; scientific personnel were influenced by different
motivational factors than were engineering personnel,
manufacturing supervisors, hourly male technicians, and
female assemblers.

Significantly, these results fit the

total picture of systems theory.
Basically, Myers' contribution to the analysis of
the motivation of men from the systems standpoint lies in
pointing out that, although people are motivated
individually and differently, most work groups are made up
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of individuals who tend to be motivated similarly (although
one group of workers may be motivated differently than
another).

Although Myers noted the personal differences

between individual engineers and scientists, manufacturing
supervisors, male technicians, and female assemblers, he
also pointed out that within their respective work groups
the individuals tended to be motivated by the same factors.
Myers describes this phenomenon in terms of working groups
of motivation-seekers and working groups of maintenanceseekers.
Not only does Myers differentiate between the
general orientation of motivation-seeking groups and
maintenance-seeking groups, he also makes the point that
these groups tend to be permanently oriented towards
either motivation-seeking or maintenance-seeking.

Moreover,

the group tends to impose its orientation or standards on all
the individuals in the group.

Irrespective of the group in

which the individual finds himself, he will have continued
pressure throughout his working days to embrace his group's
motivational orientation.

In other words, because of group

pressure, the individual in the motivation-seeking group
will tend to emphasize motivational incidents relating to
responsibility and recognition, while the individual in
the maintenance-seeking group will tend to seek out job
security, high pay, fringe benefits, and so forth -- even if
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such attitudes are foreign to his individual personality.
The important point of the foregoing is that all
groups of employees are not necessarily motivated in the
same manner and by the same things.
however.
clear.

They can be stereotyped,

The implications of such stereotyping should be
The construction foreman is probably going to

evaluate his group as maintenance-seekers, people on the
lower level of their needs hierarchy who have inaccurate
self-images, and who see little opportunity to affect their
environment as they would like to.

Thus, he is apt to

think in terms of tough management and rely on good pay and
benefits to keep his people sufficiently motivated on the
job.

On the other hand, the bank president may need to

concern himself with emphasizing possibilities of advancement and recognition in order to effectively motivate his
people to accomplish organizational goals, since his
employees are more likely to fall in the highly selfmotivated groups.

Of course, these different managers

must continually analyze and evaluate the system which
they are supervising, but stereotyping groups of employees
certainly makes the job easier.

Since the different

managerial styles required in motivating the groups of
employees will naturally range between the two poles of
hard-nose -- no-nose continuum developed by Caskey, the
hard-nose manager may now be just as acceptable and
effective a manager as the no-nose.
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The systems theory approach therefore has some useful
application in coping with the unsatisfactory performer.

The

theorists generally argue that motivation comes internally
from the man, and that all the manager needs to do is provide
the opportunity for the man to motivate himself.

If the

manager can assure himself that he has provided a climate in
which all his employees have an opportunity for selfmotivation, then he has no further responsibility and should
not tolerate any individual's unsatisfactory performance.
When the large majority of his employees are being properly
motivated -- and are thereby, satisfactory performers -the manager can consider this as evidence that the appropriate
self-motivation opportunity and climate is available.
Exceptions need not and cannot be made; managers simply do
not have the time to spoonfeed each employee who doesn't
feel the spirit of motivation as the other employees do.

CHAPTER V
SUMMARY AND CONCLUSIONS

This paper has explored the theoretical approaches
to motivating a man to work, and has integrated this theoretical
knowledge with the practical demands of the business world.
The paper has highlighted the fact that most theoreticians
feel people are internally motivated, and that the job of
businessmen is to provide them with the opportunity for
self-motivation.
The practical businessman has neither the time nor
the training to engage in psychoanalysis, and he cannot
mollycoddle his employees.

All employees have an obligation

to perform on the job, and the supervisor's only obligation
is to treat all employees the same.

Findings of the systems

theorists indicate that the supervisor can rely on the group
itself to impose proper motivational drives upon any one
individual.

What the supervisor needs to do, then is to

evaluate the group and apply the management style suitable
to that group.

If such consistent and predictable action

is not sufficient to keep all employees working at a
satisfactory level of performance, then the supervisor must
recognize the unsatisfactory performers may likely be
59
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incorrigible.

Either their lack of motivation has been

ingrained through years of experience on a variety of jobs,
or they are misfits in the work group in which they find
themselves.

There is little the supervisor can or should do

to change such poor performers.

Tampering with the system

will almost assure that others who are now satisfactory
performers will react differently, thus possibly becoming
unsatisfactory performers themselves.

Although it is not

desirable that the supervisor write off all his problem
employees as impossible to motivate, it is also not
desirable to destroy the many for the one.
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